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MEMORANDUM FOR: - Inspector General

 SUBJECT . ':  Agenéy Command and Control

- 1. Reference 1s the attached paper, subJect as above,
prepared by Scott Breckinridge and reviewed by the DCI Action
. Plan Task Group. - Mr. Colby has approved the paper subject to
one change, whlch is reflected in the amended recommendation
‘(para ua)‘. = : L i - o ST
: 2. As originally written, this paragraph recommended
~as follows: . = T i
o "a. That a detailed study be prepared reviewlng:
the organizational and administrative history of the
-Agency, demonstrating the progress it has made to date,
-in advancing technlques of command and control and -
' organlzatlonal arrangements." . Lo
.. '3.. When he reviewed the paper, the DCI marked the above
<"+ paragraph with the comment: . : T Sa

PR

’3procedures,.and then recommendations for impfozg—'
- k. Tt 1s requested that your office proceed with actioms i
-~ set forth in paragraph I of the attached paper. Mr. Breckinridge
05X 1 W_«_advises,that| | already has begun to prepare materilals. .- . .

ogmuel V., WlLson . ,_N
RN S R Lleufenant General, USA
Tl e e . Chalrmayf, Action Plan Task Group
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. ) MEMORANDUM FOR. Dlrector 0£ Central Intelllgence R P

-.SUBJECT Agency Cornma.nd and Contlol

T 1. Problem-
S _ ‘ Ta consxdar whethex Agency comxnand a,nd control procedures i ) e
"'A'--_requz.re strengthenmg._- R , - A

2. Pos:.tmn of the SSC

o _“Both the SSC and HSC have addressed aspects of the: command 1.;' oa
" “and control of the Agency, but the SSC appears to have concerned
< itself with the general subject more than has the HSC. SSCinquiries
" have focused on the character of Executive review and approval, as - R
- well as on CIA internal controls, almost exclusively in the countext R
. of the review of selected activities from. the past. Ju some mstanc.es '
" the SSC has seen 2 lack of detailed direction from’and reporting to
" the Executive level that might have seemed implicit to the parhcxpa.nus
“. ot the time under the broad policy of the moment. The S5C also is
... concerned over evidence that certain operational activity was con~ " LT
7. "ducted within CIA in the early 19605 without the knowledge of the DCI.
- °. While SSC Staff members are aware that they. have concentrated om _' ;’ ,
‘. selected subject matter from the past, they feel that much of what IREIRRRS
! they have seen reflects a basic flaw in the Agency's balance between - -
compartmantatmn for security and maintenance of adequate com:mand g
- and control; in this sense they do not view what they have seen as - - .
~atypical. ‘As a third dimension to the question of Executive control
“ of the Agency and internal Agency controls, the SSC probably is .. _' \
considering some extenamn of reqmrements for detalled reportmor o
to the Co_ngreés T L B ’

) 1D1scus siom:

P The record of C]',A.'a evolut:.on from 1ts crea.tlon in 1947 tcx R _
the ]present is one of changing orga.mzatmnal posture to sharpen BRI
- the focus of program direction, _ “The steady growth of adminis- T

i ,trat:.ve procedures a.nd controls represents grovnng sophxstxc‘éfsmn e b

co'Na IDENTIAL
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o of_fprgxanagement techn?queéqs %%?5%%’!8{!:1%%088%98%%9&%% of the
. separate directorates can be detailed at length, but summary here would ~ .

' over-extend this paper.* Similarly, internal controls represented in -

. control over the Agency. > .

.7 Throughout the Agency's history, regulations for management . -
.- procedures and controls have progressed as the understanding of = -
° control requirements developed.  These procedural provisions P
culminated in August 1973 with the comprehensive policy and program.
. directives of the DCI, addressing not only procedures but the sub-
. stantive nature of activities in which the Agency had engaged over the -
o preceding Yea;fs. TR S e e L s

. considerations. The handling of classified paper does not, of itself, f
. pose insurmountable obstacles. Intelligence analysts can be given E
" the intelligence product without knowing the operational details of -
. its acquisition. Administrators and support personnel usually can - e
" .provide their services without unusual involvement in or exposure ST
- to operational activities, Operational considerations do, however, )
. on occasion present special problems in normal management comtrol. - -

... distort established and working procedures and command review - . ..
. ..within the Directorate. The problem seems to have arisen in'those . "R
~ operations judged to be highly ‘sensitive and therefore reguiring .~ 7 -

" special compartmented protection. The nuimber of these in the R
- . Directorate of Operations is not large; the number of cases receiving .7
| .WPrescribed and Limited" cable distribution averages below 5%, @ .-

... while those receiving "Restricted Handling" protection in cable - 7+

. " traffic is below 1%. Even these fall into two categories--those that -

- are strictly clandestine intelligence operations (such as sensitive T

audio operations or a specially sensitive agent) and those that involve -
' some form of action (such as a CA program or MHEHCHAOS), Itisin = .
.. the latter instances that problems have arisen, receiving extra e
" attention from the investigators. The inherent controversial character .
" of the activities has _heigi;f:ened the critical quality of the examination, L

Mem e e — -

the General Counsel, Inspector General, Audit Staff and budget reviews
presided over by thé/Compt’:;ollér, serve to strengthen management's

N L3

_;.-::‘-,;T‘ ."The mam ﬁroblem: éonfro;:ting' n"xanaguex"é of an intelligéﬁée- A
organization is the handling of activities presenting special security -

o S "' There is a.'ge‘néflal 6pei~atioha.1. corhpa.i‘ti’heh’cation of the 'Diréct'brat'e:?
. of Operations from the other directorates; however, this doesmot .7 .. 0 :

T

* A more comple.t‘e pé.per will be submitted 'a‘.t,a.’.later date by‘wa,»y P
- . of back-up for this one. o e T e E
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.. of command. control and review of its highly compartmented
jfactlon programs ' S T

AR PUN SN S TCHN

In conclusion, the Agency's history of administrative

-growth is not only good but pralseworthy; at present 1t
. probably 1s more tightly controlled and directed than most

- large and complex organizations. However, from the Congressional .
© point of view, based on selected historilcal examples, ,the

Agency suffers a basic weakness in the adequacy and degrae

Th@ Agency is faced with the problem of demanstrating

" . to the Congress how extensive and strong are its organizational.

Ly, :Recommendation:li Qf;f7.ﬁf::s ‘f*]ﬁ;i:* jg{fffﬁlig

- procedures, and to the extent possible further reinforcing
‘those procedures as an indication of 1ts intent to contlnue
-its efforts in this dinection. : e

3

S a. That a study be prepared outlining the current
_‘,procedures and technlques being used by the CIA for command
- and control and presenting recommendations for improvement
in speeific areas where the need for such is 1dent1fied.

-vr-b. That actlon be taken to ensure full records of
policy approval for sensitlve, compartmented projects or
- programs, with some form of minimum staff review to ensure
.- that each compartmented activity adheres to approved
objectives and is 1mp1emented in a manner consistent with
Agency standards._' . . : .

o muel V. Wilson
.+ Ligptenant General, USA -’
_ Chairmdn Action Plan Task Group
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